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REPORT ON MINISTRY ORGANIZATION STRUCTURE 


LNERODUCTION 


Our reports on goal and objectives and on role and 
Capabilities outline what we think the Ministry should be 
striving for, the way it should go about reaching its ends 
AOE skis Vs atowill. require. -Phis report deals with the 
organization structure of the Ministry, or the way in which 


the necessary skills are put together to do the groper. 


LeO~Organtrze Fis to divide ywork. .eAny Organization 
structure cannot ensure that work will be done well or even 
ateatl. A. good structure can facilitate thesperftormance of 
work, an inappropriate one can hinder it. It is often said 
that the right people can be effective no matter what. the 
organizational arrangements and that the wrong people can 
make a hash out of even the most sublime structure. This 
is probably so. Leadership, staffing and style are in the 
end probably more crucial than the organizational design. 
Nonetheless, the way work is divided, the grouping and 
allocating of responsibilities and authority, and the way 
both formal and informal relationships are thereby 
influenced have such an important effect on efficiency that 


Organizational design merits careful attention indeed. 


Reports like this one tend to have a negative and 
deprecating tone when describing the existing arrangements. 
Thasstendency sis probably the natural result of the first 
premise of the study: that something is wrong and needs 
improving. Thus the reports concentrate on the weaknesses 
of the system and leave the impression that disaster is 
certain and imminent if the changes proposed are not 
implemented immediately. In the hope of mitigating this 
effect to some degree, we offer a few general observations 
Delore directing attention tor specific suggestions. for 


organizational change. 


Perhaps the single most important criterion by 
which a governmental organization can be judged is the 
degree and nature of attention it receives from opposition 
members in the Legislature. The Ministry fares quite well 
in this regard. In the main, the Minister and his 
predecessors have escaped criticism for the manner in 
which their programs are administered and for the organiz- 
ational arrangements of the civil servants. It is the 
policies of the Ministry rather than its operations that 


SCeistO, ateractapolLrteical «ri ti1crsm. 


We consider that the current organization of the 
Ministry fulfills in the main the expectations of its 
Original architects. The present structure could be 
characterized as conforming to an "isolated box" pattern, 
where individual branches have specific sets of program 
responsibilities and where there is a very minimum of 
machinery for coordination and integration of erfort: 
Though the current organization creates difficulties, a 
number of imaginative, flexible people in the system have 
been able to perform their role with considerable effect- 
iveness. Over time, however, there has been a shift in 
the expectations of Ministry staff and of others about the 
role of the Ministry, a shift which has not been satis- 
factorily accommodated by the organizational arrangements. 
The proposals we make in previous reports concerning the 
goal and role of the Ministry pose a fundamental reorient- 
ation, a Significantly different raison d'8tre for the 
Ministry. It is in the light of this new mandate that we 
discuss thew organilzatron Structure, not. in the laght of 
the expectations and role of the system as it exists today. 
In addition, we are suggesting a significantly different 
style of management that will be more appropriate to the 


new role. 


In this report we discuss the general character- 
istics we think the organization of the Ministry should 
display, and make a brief assessment of the present 
organization in daght “of “those characterrstics.. ~We then 
turn to make specific proposals for the future organization 
structure of the Ministry and the manner in which the 


structure should be used. 
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ORGANIZATIONAL CHARACTERISTICS REQUIRED TO FULFILL MINISTRY 
ROLE 


The suggested new role of the Ministry has a 
number of organizational implications that should be 
1CSntLT ted atrythis point... [nathie section wwe point out the 
Characteristics that the organization structure must have 
Disht 1S-coO facilitate the achievement of the goal in the 


Manner we suggest 1S appropriate. 


The future role of the Ministry as we have described 
1G Suggests that. the Ministry has two different types of 
OULDUE: 


=" policy initiatives and! contributions: »and 
- the programs and services delivered by it and its 


ecentcss 


It is through the effective discharge of its responsibilities 
in regard to these two outputs that the Ministry makes its 
contribution to the attainment of the goal and objectives. 
All the work the Ministry does that is not a specific part 

of these two outputs is support, and should be organized and 
directed in such a way as to increase the effectiveness of 
the two outputs... Thus there rare two ‘functional systems, 
policy and delivery, whose requirements will determine the 
desion o& “Ehei chird-f£unckion; suppornts, -Injadopting this 
approach) to thinking yabout.organization, we consider that 

the Ministry's own delivery function includes the support, 
quidancevand control, Tt acontributes to ragenezes sunder 2es 
aegis as well as the programs it actually administers itself. 
Ther-support function is conceived to be comprised of such 
technical back-up as program design, analysis and development 
of delivery and policy alternatives, and provision of the 


financial, personnel, research and similar support. 


The POLLCY Function 


Clearly the Ministry must have a structure that 
facilitates policy development and analysis, a role we 
suggest be strengthened in the future. It must allow for 
an effective information gathering capability to ensure 
that it is alive to developments in the rest of the Ontario 
government and elsewhere. It must incorporate a mechanism 
fom Ssecing tot thatethose matters arrecting the Ministry 
goal are understood and spoken to by the Ministry. If a 
trite analogy may be permitted, the Ministry requires a 
Goodsnead ~ with eves, ars, nose and mouth, all connected 
to an adequate brain. The point we want to emphasize here 
is not just the need for appropriate mechanisms for this 
DOLiCy Tunceloneea (whichecouldawell be, said. to besrequired 
Gtealuorganuzations) out. the,consaderably- increased 


importance of the function given the proposed new role. 


im-our vylewrtne- Currents organizational arrange— 
ments are not suited to the effective performance of the 
new policy role.” In the Ministry at present, policy analysis 
and development rests primarily on the shoulders of program 
Managers - the branch directors and their staffs. Three 
problems arise in this regard. First, since the mandate of 
each director is no broader than the programs of the branch 
there is nowhere an appropriate responsibility centre for 
the consideration of matters that, though of vital importance 
regarding the Ministry goal, fall outside the specific 
Peodeamswor thie wMinistrvy.  Simulariyethere 1S no focus -for 
Pie Tn eOoLinacLonwdactiering=bunece1Oneanaduno unit: that could 


appropriately be given such a mandate. 


Second, the current organization inhibits the 
coordination of policy development. Because the work is 
done by people whose terms of reference are perceived to 
be confined to the mandate of a single branch, integration 
of different concerns and perceptions that have a bearing 
Sn waepoltcy ers discouraged. “The result as that policy 
initiatives have characteristically been of an incremental, 


piecemeal, isolated nature. 


The third problem raised by the current organization 
is that the people who have the initial responsibility for 
policy development are also responsible for program execution. 
While this arrangement has the advantage of helping to 
ensure that policy proposals have a sound footing in reality, 
it presents offsetting disadvantages. That policy development 
and planning are relegated to lower priority than making 
Operating Oeci'sions..on ongoing programs wiswastcuisme pithat 
GidSwine tact us the, situation umethe, Ministry nas) been. bonne 
out in many discussions we and. our staff have had with 
directors.) The importance, of ‘the policy. functvon-or: the 
Ministry in the future requires that it is supported by 
people who are able to devote more time to it than can be 


found in the odd quiet hour between program crises. 


Policy making. in, the Ministry hase traditionally 
been primarily an in-house operation. Certainly many of the 
program branches have close and effective working relation- 
ships with their "client" groups and agencies and are 
responsive in varying degrees to the suggestions and aspir- 
ations of those. groups. The Ministry could benefit 
Substantially.at ate couldvavaily itselt of thes knowledge, 
expertise and creative imagination of people in the system 
Outside!) the- Ministry .Similarclyywer think that was yeu ene 
Ministry; has not fully exploited. the: opportunities afforded 
by thesmestructuring, of, the governments and-therereation oF 
the Policy Fields... in our view the time,has, now come to 
provide a more formalized mechanism to tap the skill and 
resources of people outside the Ministry itself in the policy 


development process. 


The Delivery Function 


It should be clear from our report on the Ministry 
role that the individual thrusts of specific programs 
delivered by the Ministry and its agents are often inter- 
related and frequently contribute to the attainment of more 
than one of the objectives that are components of the 
Ministry goal. In the role paper we mention too the need 
for Ministry programs to be flexible enough to take into 
account the differing circumstances, priorities and resources 


of (datferent: parts of the province. 


From the foregoing we conclude that the operational 
end of the Ministry should have certain characteristics. 
It should be such that the coordination and, where appropriate, 
InLegration sor programs 1s possible at’ the point of delivery. 
It should allow local factors to influence program emphasis 
and mix. Recognizing that all the Ministry's programs are 
directed to the attainment of a Singletqoaiy. anaetchatia 
coordinated, continuous spectrum of programs and facilities 
Leenequiredaror ti smpurpose the delivery system should 
allow for a recognizable, single Ministry presence throughout 
the province. Because there is such a large number of groups 
and agencies on whom the Ministry is dependent for the 
attainment of its objectives, the advice and support that 
those agencies need should be close to hand, available and 
adequate.” In order *towplay the role we suggest, in® local 
social planning and to be able to participate effectively 
in the implementation of the results of that planning, the 
local Ministry representatives must have a Significant degree 
of authority in the allocation of resources and in the 
program decisions in the geographic areas for which they 
abe responsible. “ani brref, whatswe think ic necessary for 
BuBCELeClivesattackson the Ministry doalidisia delivery system 
that is significantly integrated and decentralized. There 
must be an ability to meld all the resources available to 
the Ministry and the system for which it is responsible into 
a single, cohesive program tailored to the specific require- 


ments of a geographic area. 


The current organization does not have these 
characteristics; present arrangements are typically 
fragmented and centralized. Although recent changes have 
been made to give a broader range of programs to be delivered 
by the Field Services Branch, the existing pattern is 
essentially that each program branch has its own field staff. 
Some branches have no staff located outside Queen's Park 
at all, even though their programs have a specific impact 
in localities all across the province. As a result, there 
is at present no mechanism through which the overall conditions 
of a specific geographic area can be looked at and responded 
to in a concerted manner. Important initiatives taken by 
one branch in an area may be developed and executed entirely 
without the knowledge of other Ministry officials in that 
area. in addition, because the field staff often have very 
little real authority or influence on priorities, and because 
some branches have no staff outside Toronto at all, many 
local groups and agencies have been forced to deal directly 
with Queen's Park despite the obvious disadvantages this 
Greactecuroneathnem.. sCnis eis et rue unot ton lye Lomercoues in 
whichsdecisions. such as .<Hunding aresinvolved,, butyortten also 


for advice and interpretation. 


Some of these problems might well be overcome by 

a change in management style whereby a more open sharing of 
information and greater consultation.vs eftectedi wy .Other 

difficultwes might besmitigated by providing forve wreater 
delegation of authority to the field. These steps alone, 

however, even if they were accomplished successfully, would 
not provide for a consolidated Ministry presence, nor would 
theyeallow- for that kindsof flexibility in;program emphasis 


that we think is required. 


The Support Function 


One of the characteristics we think important 
LOL Chessuppore Lunctron is a Nighy level on scechnicarl 
competence. This competence will be required ina large 
number of disciplines, some related to the specific interests 
of the Ministry, others to modern management generally. 
Developing useful evaluation criteria and devising ways of 
integrating them into a flexible program delivery system, 
for example, will require a constellation of specialties 
working in close cooperation towards a single end. To the 
extent possible the expertise will be drawn together for 
SpeCrrreceprojectsrt rom various parts “Of “tne Ministry, and 


from oucsrdae. 


Another characteristic essential for the support 
function is that the personnel assigned to this area be as 
plextplewand@integrated "as *possible., BOrganizationally. 
the groupings = should be as broad*as can be in order’ to 
avoid the many problems associated with narrow programmatic 
Germs Or reference. “Alternative ways of achieving a’ policy 
objective are unlikely to be broad, imaginative and 
comprehensive if developed by a unit concerned with a narrow 


program focus. 


Ideally the terms of reference of the units 
responsible for the function should not include respons- 
1bitity for ®speciftic program=delivery or- policy output. 

To the extent that the managers in the design and support 
areawarcrerree of responsibility foredelivery, they ican 
avoid the distractions of pressing operating concerns as 
well as the inevitable commitment to a particular program. 
In terms of policy development and analysis, we think that 
the support people should be heavily involved in the work 
done winmthisvarea. . They should snot, however, carry the 
responsibility for the initiation, coordination and actual 


results. We perceive the policy function, one of the two 


outputs, as being so wide in scope and important that 
responsibility for it should be assigned outside the 


Support area. 


The present organization of the Ministry has a 
number of characteristics that run counter to those we 
look for in the support area. Currently the administrative 
Support units are dispersed, reporting as they do to two 
different executives, and fragmented into a large number 
of branches. Similarly the program design function is a 
part of the responsibility of each operating branch, with 
executive directors charged with the coordinating respons- 
ibility. In this task the executive directors are hampered 
by =Lack Of "time “and Stattf and “a-divaision or prograns toa 
ignores the many close inter-relationships that exist. 
Thus the present organization tends to foster program 
development in isolation and under pressure of operating 
imperatives. It provides, through the Senior Management 
Committee, a vehicle for imteqration ana COontirvct, reso.ueilon, 
bute this is available only -atter the antral develtopmenta: 
work has been done and a considerable investment has 
already been made in proposals. Because the administrative 
support services are separated from the program design 
structure, the expertise of the former is available to 
the latter only on a catch-as-catch-can basis. While it 
ibs true that in-certain instances informal arrangemenecs 
have overcome some of this difficulty, the point we 
emphagize is that-the structure itself does little to 


help. 


Management Style 


Before turning to outline our specific suggestions 
for structure, we would like to make a brief comment on 
management style. In our report on role and capabilities 
we address this subject both directly and by inference. 
Here we would like to do no more than emphasize the 
importance of what was said in that report. The structure 
we propose will not be fully effective unless it is 
accompanied by an appropriate way of using it. Without 
trust, delegation and integration will be incomplete with 
concomitant loss in benefits. A sense of common objectives 
is vital to the kind of cooperation we think is imperative. 
People in the Ministry will, in our proposed structure, be 
asked to play different roles at different times. This 
Calls ‘fora flexibility on) the part..of management, and. staff 
and aneabititty COndistanguichw clear yethe stgniticance, 
hature and limits of the different roles. We ask that the 
organizational proposals that follow be considered in the 


light of the management style we urge. 


og [9 ba 


PROPOSED ORGANIZATION OF THE DELIVERY SYSTEM 


A previous section of this report outlines the 
characteristics we think are appropriate for the delivery 
system of the Ministry. This section describes the actual 
organization we propose and discusses some of the relation- 
ships it will have to other parts of the system. We start 
with a description of the field organization and then pass 
to a discussion of the role and structure of head office 


for delivery. 


The main body of this report describes the respon- 
Sibilities of the proposed units in general terms. More 


detailed terms of reference are included in the appendix. 


Field Organization 


As mentioned previously, we look to a field organ- 
ization that will allow for decentralization of decision- 
making, coordination and integration of Ministry programs 
into a concerted thrust at the local level, and a single 
Ministry presence in the field. The field organization must 
also be capable of supporting and monitoring the groups and 
agencies that form part of the broader community and social 
service system, as well as integrating its own efforts with 
those of other organizations whose work has an influence on 


the attainment of the Ministry goal. 


From the foregoing we conclude that as much 
decision-making concerning operations as is feasible should 
bewdone in the field, not tn Queen's Park. Head’ office 
should have a primarily supporting role and be involved in 
decisions only where certain criteria apply. We think it 


inappropriate to decentralize decisions to the field 


in the following instances: 


- where the requirement for province-wide uniformity 
Oover-rides the convenience, speed and flexibility 


made possible by decentralization; 


- where economy of administration (arising usually 
from technology or the necessity for great 
technical competence for a small number of 
decisions) suggests that decentralization would 


be unduly costly; 


- where political sensitivity or pressure necessitates 
the rsulationvoLttieldgstaffiivorsthe;sdirect 


mMvVOLVeMent Of clLosewadvalsorsetoy thes Minister: 


- where central agency (Management Board, Civil 
Service Commission, Ministry of Government Services) 
requirements are such that delegation is currently 


nNOteLCaslDLe +. 1Or 


- where the decision is of a province-wide or Ministry- 
wide nature affecting all regions or dealing with an 
OLgGanazatlon. Or aSspecu Or a program that 2s not 


specific to the regions. 


In all other instances the authority to make decisions should 


be vested in the staff of the Ministry in the field offices. 


We propose that for purposes of program delivery 
the province be divided into a number of regions, each of 


WhiChelSumdesS 17 elatlateris:: 


—elencceecnoudn tOnwarrant thesstarting Of =the offices 
bya people with, technical ,expertise in the Ministry's 
Own programs and with the ability to advise, support 
and monitor the operation of groups and agencies 


falling under the Ministry's ambit; 


et ee 


- large enough to allow for the decentralization 


of administrative support functions; 


= large enough to warrant the appointment of an 
Officialiwtth sufficient) status to speak for, and 
be understood to speak for the Ministry in the region; 


and 


ss small enough to allow regional officials to be 
conversant with the specific peculiarities, needs 


and resources of the region. 


The Interministerial Task Force on Decentralization 
sponsored by Management Board has done a great deal of work 
on this subject and suggests the division of the province 
into six administrative regions. The Ministry's own field 
organization should be compatible with the recommendations 
of that Task Force. Our own analysis of this question, 
which is not as yet complete, suggests that five of the 
six proposed regions may be appropriate with the sixth 
divided into two to make a total of seven regions for 
Community and? Social Services. For purposes of this report; 
however, the exact number of regions is not vital. What 
is important is that they display the characteristics listed 


above. (See map - page 15) 


District Offices 


The regional office will be the operations control 
Centre Of Ministry programs for the area. Within cach 
region will be a number of district offices responsible for 
much.of the actual delivery of services. The district 


offices will undoubtedly include most of the existing field 


Tihs 


ADMINISTRATIVE REGIONS AND REGIONAL ADMINISTRATIVE CENTRES 
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offices of the Ministry, supplemented where necessary by 
others to ensure an equitable distribution of service 
throughout the regions. We do not anticipate that each 
district office will be staffed to provide the same range 
OESservicos¥as every -other. In Our view it is important 

Ehat Chev design of the overall system be flexible enough 
tovallow for variationsaccording to need and priorities. 

Thus in some regions a particular service may be provided 
from the regional office while in others it may be performed 
EromeLhe district. offices, “Die allocation Of theses functions 
IS ~an important part of the job Of the Senior Ministry 
official in the region. It may be that sub-regional groupings 


Orscistruictc wri be desirable for some functions. 


Certain functions, however, will be common to all 
district offices. Whatever responsibility for income 
maintenance rests with Ministry officials in the field 
will be performed by staff of the districts. Indeed, except 
for those decisions form which the conditions outlined on 
Page 13 apply, av ledirect cltentsesof the Ministry wile 
receive service tirom districteorarces., VA responsibility 
for effective involvement in local communities, their needs 
and aspirations, implies that much of the field work of 
what is currently the Community Services Division will be 


Drovideds from ther districts. 


Ali Mimniistryr stati inthe dastrict. tall jundergine 
supervision of the district manager. He (or she) is 
responsable for wouking out,7in consultation, with has Ssraery, 
the operational program objectives of the area, and for 
Gulocalingurtche resources! avaliaole in the mose Gcrrecrive 
manner... Each district manager, will be responsible for 


determining the degree to which his staff is specialized 


anc. Lom, optamuz ing the, uSeymade. of. the skills. avaiable .* 


* As may be deduced from our comments on organization, 
we are. not. adherents to, the currently, fashionable 
doctrine of complete separation of income maintenance 
and service. Most readers will be familiar with the 


While the district manager will be responsible for allocation 
of work and managerial supervision, he will not be expected 
to provide the expert advice or guidance on the technical 
aspects of all the programs. Technical functional support 
of this type will be provided either by the regional office 
Or -Eromea suppoLt unit in, Oucen Serark aalhne, district 
Manager will be expected to deal with many of the groups 
and agencies in his area on operational matters and to lead 
the Ministry‘*s contribution to local, social planning. He 
will also be expected to contribute to the policy and 
planning process at the regional level. Chart #1 suggests 
Chemie tional erganizatroneol da typical distrirct=ofLlice, 
(Page 18) 


Regional Offices 


Each district manager is accountable to the senior 
ministry official in the region. This official might be 
called the regional director. His responsibilities are 
considerably broader than just coordination, though this 
Wiebe vane mpoOGtanterunctlOn eH’ sSmOoLt1cemns ether senL_or 
responsibility centre of the Ministry in the region. For 


instance, the regional office will be responsible for the 


arguments on both sides’ of this issue and we do not 
intend to repeat them here. In our view the arguments 
in favour of separation are insufficiently strong 
simultaneously to overcome the arguments to the 
Contrary fand to justury, the estabiashment, of an 
entirely separate administration. Changes in income 
maintenance programs and the levels of government 
responsibility for them, along with the possibilities 
and imperatives of technology, are more important 
determinants of administration than the undemonstrable 
advantages of separation. As a corollary, we think 

it important for the Ministry and its agents to take 
the maximum advantage of the opportunities provided 

by the flexibility of the organization we propose. 


18 


"913 ‘913 ONINTSSNNOD — 
SLO3POYd IVID3GS dOCHSNHOM G3H3L73HS- 


. 


ONV S133HM NO SiVaw- 
TVWHALINGI oe SWVYH9DOYd ALINQWWOD » “OL3 NOILVLITIGVHSY 
SHSSLNNIOA ° SASYNN ONITTASNNOD » 
3YNSI3I ¢ "2 SYSHVWAWOH ¢ Wvyuuad3ays 
NOILV3HO3H « dIHS33LSNYL ° Z01IAGV * 
SLHUOdS e dIHSNVIGQHVND @ 


NOILNSA3Yd 
NOILO3LOYd 


SADIAYAS 
JAILVYLSININGY 


IN3W3A9VNVW 
asva 


4IN3Wd013A3qd 
4SAVis 


IN3ZWdO1SAAG 


SSQ0YNOS]AY 
TVIDOS 


SAIIAYAS 
LdOddns 
LOILSIO 


ALIYNIAS 
SWOONI 


YAODVNVIN 
LOLALSIG 


WVWYOVIG 3dISSO LOIYLSIGC TWOIdAL 


L LuvHa SADIAYAS IVIDOS GNV ALINAWWOS 4O AdLSINIW 


great majority of the inspection, advice, supervision, 
dinection and ta@nding=given to the agenctes and groups of 

the system, currently performed by the branch offices at 
Queen's Park. Operating decisions now made by branches 

will be made at the regional office. Recommendations for 
funding and requisitions for payment will be made by the 
regional office with at least the same authority as they 

now are made by the branches. The office will be responsible 
for setting regional objectives and monitoring the effect- 
Pvevicos "Ol LmMI nist) vOpCratLONS inimtnat areawe wt wilb,also 

be the focal point for establishing the necessary operating 
coordinative links with other provincial government operations 


and with other governments and agencies. 


The veqironal director,. then, will have .a consider 
able responsibility for management and administration. He 
will have to prepare and oversee the budget for his region 
andsperform-all the other administrative functions of a 
senior manager within overall government and Ministry 
CGmie ines. 8 neaddation -toshis operat 1onailearolers the 
director will be expected to contribute to Ministerial 
policy development and priority setting when called upon 


£5 Cl Cm SOs 


POSiUE Ti shis responsibriatires, sehe smecronal: 
director will require a considerable amount of experts program 
Support. He will, for example, require management, income 
security, alternative care, prevention, DEOESGEAZOneand 
development expertise. His should be the office to which 
municipalities look for specialized assistance and direction. 
TVescegree tO which) thiis expertise 16 located direct hyssrn 
the regional office or in one or more district offices 
should be determined by the regional director. Within the 
guidelines set down for programs and for administration, 

Ges LIeOCLOneshionulor haves the authority to organize his 
resources in the region in the manner he deems most ekrective 


FOr stite attaimmena of. the objectives, Accordingly we do not 


anticipate an overnight implementation of the revised 
Organization. Rather the regional directors, once appointed, 
Should be given an adequate period of time to analyse the 
needs of the area for-<which they are responsible and to 
prepare plans for meeting them. For a variety of reasons, 
including legislation, regulations, avablabrlity.of 
expertise, ete., Some prognais will be more dieticule to 
Gecentralize than Othere. ave see no reason eto delay the 
beginning-of the process until all ts"readys Indeed, there 
are some advantages to staging the decentralization 


precemeal ~ program by “program, “over a period! of months. 


In Chart #2° we outline the Sort of organization 


that, might typuty ay regional” offices. (Page 21) 


Head Office Organization for Delivery 


The head office support, supervision and control 
of the field operation is to be provided by the chief of 
program delivery. The incumbent of this position is 
responsible for putting into operation the programs that 
are. expressions Of Ministry policy. “Sincesthe regional 
directors report “to, him, he 1s responsible for ail field 
activities sor the, Ministiny. pin eeegardsto: tlie reqiona! 
Girectors the chief of program delavery has a number oF 
responsibilities. He must see that they meet policy and 
program requirements and have the resources, information and 
authority to. desse.) #*he must .alsosensure that they have 
appropriate influence on the policy, program and management 
dscrsions Of the Manistry. MMhevchier tis the Key link Detween 
the field and the head office policy and design and support 
areas. AS Such, @umajorn cesponsi bility will be the 
operation of appropriate monitoring, information and 


communications systems. 
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in “2002 t10On torresponsibia lity tor the field 
operations, the chief of program delivery will have charge 
of a small number of special offices that operate some of 
the programs that, because of special charagteristics 
outlined above, cannot appropriately be decentralized. Not 
ali centralazed program activities: willetall durectly in 
this office, as will be explained in a subsequent section 
GE this report... ‘The programs falling touthe ofeice jor ebhe 
chief of program delivery will include those that have a 
predominantly operational content, as opposed to policy 
content, and those that have a considerable impact on various 
communities throughout the province and can therefore 


beneéfae from contact with the freld-orgenizativon. 


One program reporting to the chief of program 
delivery is income security. As long as the basic pattern 
of the income security system remains as it now is, we think 
the Ministry should move to an integrated system utilizing 
computer terminals in the district, offices. The terminate 
would be connected to a central computer so that changes of 
address and of most circumstances affecting the amount of an 
allowance ’could be fed an. directly iby=therdistmicm orrl1ee, 
Districe Inpue would thus inatiare: central conpucerecal= 
evulations. This district function we call case management. 
It should be accompanied by a case service component includ- 
inguadvice, reLerral, budgetting on other counselling oF 
trusteeship as appropriate. We suggest that the determin— 
Peron Ot initial eligibiiity andsOnmcCermiNarlonso. cam 
allowance continue on a central basis. Certain special 
decisions such as business income or major repairs and 
alterations may best lend themselves to regional determin- 
AtLOn. or could continue centrally, Such’ an allecation of 
responsibilities should assure the necessary degree of 
province-wide uniformity while gaining the advantages of 


modern technology and local presence. 


The present separate system for administering 
vocational rehabilitation training allowances should be 


abolished. We suggest that these payments are part of the 


Ministry's income security system, which should be flexible 
enough to allow supplementation of basic living allowances 


for those on training programs. 


Several other programs will operate from the 
office Of the chief of program delivery. One of these is 
aprovanciealyadopekionsofficestiac would. take-responsibitlity 
for coordinating all, adoption matters throughout Ontario. 
This would include the collection and dissemination of data 
on crown wards, and assumption of provincial responsibility 
for matters regarding national and international adoption. 
In short, this is to comprise the provincial government's 


responsibility centre for adoptions. 


Inmeddwheron ico thevdirect centralized programs, 
the chiet of program delivery will require certain financial, 
information and communications as well as clerical support. 
Certain professional services, such as the architectural 
expertise necessary for vetting ebullding specitications and 
plans, will be required in the office to supplement the 


program approvals submitted from the field. 


At this point we would like to stress the importance 
of the position of chief of program delivery as visualized 
in our proposed organization. The incumbent is a senior 
Ministry official, probably with Assistant Deputy Minister 
status, who will be expected to play a leading role in all 
major policy, program and operational decisions. He must 
be capable of transmitting information and interpreting 
ideas and issues in a variety of directions. He is chairman 
Of wene reqional directors committee but. must be prepared 
to delegate a very large degree of real authority to the 
field elles mustabe able to slead,, inspire and arbitrate. He 
will play a major role in the allocation of financial and 
human resources to the regions, and in the assessment of 


effectiveness. In addition, he will be responsible for the 


effective operation of the provincial programs that are 
Operated centrally from his office. Because of the very 
onerous responsibilities and demands on his time that 

will result from his involvement with the field organiz- 
ation, it will be imperative that the centralized programs 
Operated from his office be organized in such a way as to 
call for an absolute minimum of attention to them on has 


part. It is a position of vital importance to the Ministry. 


Chart #3 shows the overall organization of the 


proposed program delivery system of the MLAs try. 


2a) 


2 


LYVHQ 


SNOIldogyv 
NO 4DIs30O 


SLNADV 


AYAAITAIG 


SJDIAYAS 
JHNOddNS WOINHOALE 


$d9!1440 
1VWNOISAY 


Ad3AAINsAd 
WVYSOU"d 


ALISNIAS 
AVOONI 


WVYSVIG AYSAITSO WVdd0dd 
SSDIAYSS TVIDOS GNV ALINAIWINOD 40 AYLSINIW 


PROPOSED ORGANIZATION FOR DESIGN AND SUPPORT 
ESN ND DUE PORI 


Supporting both the Ministry's policy development 
system and its delivery system is the design and support 
function. In the most narrow interpretation possible,. the 
section of the Ministry responsible for this function has 
the mandate to translate policy into effective programs. 

It is here that the legislation and regulations are drafted, 
as are the program standards, evaluation and information 
systems and performance guidelines. In our proposal, this 
section of the Ministry will not be solely confined to the 
above mandate but will also be involved to some extent in 
the two output systems, policy and delivery, as will be 
detailed below. 


Intelligent, effective program design is impossible 
without taking into account the financial and administrative 
aspects of programming. Hence we suggest that the requisite 
legal, financial and administrative capabilities be an 
integral part of the section. In effect we are suggesting 
that the organization structure foster the simultaneous 
and integral development of the financial and administrative 
Support, guidelines and controls with the program design. 

It is our intent to provide a framework within which a climate 
of teamwork and cooperation can flourish, and where all 
Ministry work can be seen, understood and felt to be directed 


towards a common goal. 


Although the work done in the discharge of this 
function will typically be the result of the cooperative 
efforts of many people from all parts of the Ministry and 
outside, the staff of the design and support section will 
include many of the highly specialized, technically competent 
personnel of the Ministry. As a result, they will be drawn 
on heavily to participate in the policy analysts and 
development function. Indeed, we anticipate that they wilt 
Drovide.a large proportion, of the resources used in =the 


poltey area. Accordingly, 10 1s important that the design 


and support section be organized and oriented in such a 

way as to expedite the playing of different roles by its 
staff at different times. There must be a clear under- 
Standing on the part of staff of the different nature of 
the different tasks in which they are involved. There must 
be a deep sense of the commonality of the ends towards 
which the different parts and varied skills of the system 


Seller 


The crucial importance of the flexibility and 
necessary role differentiation is underscored by the 
additional responsibility that some staff in the design 
and support area will have for program dedi Very um lt is) Our 
intention that the great bulk of the delivery system will 
be found in the regional and district offices. Some of 
the programs that for reasons given above cannot prudently 
be decentralized will be run from the office of the chief 
Of program delivery. There remain, however, a number of 
Operational responsibilities that fall to the design and 
Support section to run. There will be those aspects of 
programs that are province-wide in impact, HEGUITe Rana Gh 
degree of technical competence and do not require a 
Significant knowledge of the peculiar local circumstances 
of, or contact with various parts of the province. 

Examples of this type of activity include dealing with 
umbrella organizations such as the sports governing bodies 
and the Ontario Association of Children's Aid Societies, 
sponsoring and organizing such events as the Heritage 
Ontario conference, and operating such things as a province- 
wide pre-retirement program. There are bound to be a number 
of areas where the placement of responsibility for program 
operation is in question. In our view, the Ministry should 
allocate these to the delivery system (and to the field 

if possible) unless there are compelling reasons to assign 


responsibility to. the design and support section. 


We hope that the foregoing will Pilustvates the 


degree of flexibility and openness we see as SS Sen tra Ww eLor 


the Ministry in the future. While each unit will have a 
prame sesponsibility for a particular function, there will 
be an opportunity and responsibility to participate ina 
meaningful manner in the other functions of the Ministry. 
Similarly, in the discharge of its responsibilities, each 
unit will draw upon the resources available in other parts 
of the Ministry and beyond. Carefully and wisely managed, 
this flexibility should overcome the effects of isolation, 
undue specialization and career blockages to which the 


present organization is prone. 


The design and support area will be staffed by 
a small number of very highly trained, technically expert, 
experienced people. They will form a pool of information 
and wisdom that can be drawn upon by the field staff where 
necessary. Since the design and support people will have 
been involved in the design of programs, they will be in 
a position to provide expert interpretation of regulations 
and guidelines and to suggest alternative solutions to 
problems. Care must be taken at all times to ensure that 
this relationship of consultation and advice to the delivery 
staff in the field does not become distorted into line 
authority for decisions. ‘Similarly their requirements for 
assessing program effectiveness must not be corrupted into 


control, 


We visualize two main groupings in the design 
and support area. One, as mentioned above, is the management 
design and support group. The importance of good financial 
and administrative systems cannot be overemphasized. It 
will be advantageous, therefore, to ensure that the people 
responsible for designing and assessing the effectiveness 
of these systems are identified with and located close to 
the people who are responsible for the design of the actual 
programs. Program design is the other main grouping of 


the design and support area of the Ministry. 


RESOURCE ALLOCATION 


ALTERNATE 
CARE 


Program Design 


Our -cholceroL an 1organization, 1or the program 
design function may be explained by the following diagram, 
which illustrates our perception of the current and future 


program orientation of the Ministry. 
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Currently the bulk of the financial and manpower 
resources is devoted to the maintenance of those who cannot 
cope without support. Preventive and developmental programs 
conmand, a smal portion of the Ministry "Ss eclrore., IEA 
Serlous attempt 1s made to attain the goal and objectives 
that we have slliggested for: the Ministry, a dramatic yshiit 
in emphasis will be required. We do not hereby suggest 
that the maintenance (income security and alternative care) 
functions will disappear or assume a trivial significance. 
We do suggest, however, that the Ministry will in future 
be greatly more concerned with programs that have the 
effect of minimizing unnecessary dependence. To accomplish 
this, a greater range of more farsighted options will have 
to be developed and implemented. It is this orientation 
that underlies the organizational arrangements we, suggest 


for the program design section. 


We recommend the division of the program design 
group into four: income security; alternative care; social 
resources for protection and prevention; and social resources 
for development. None of these units will have completely 
discrete terms of reference in regard to programs. A 
considerable degree of interdependence exists and should 
bev acknowledged Im the work of these unito. Jber Instance, 

a children's day care program may be developmental for a 
child and preventive for its parent if without it he or she 
would not be free to work. We expect that the development 
or modification of the design of the great majority of 
programs will be undertaken by a team comprised of personnel 
from more than one unit of the program design group, as 
well as from the management design group. In addition, 
there will certainly be people from other parts of the 
Ministry also involved, including people from the field 
erpdanization. olich a collegial approach to program design 
should help avoid the tendencies for narrowly defined, 
single-purpose programs, and help promote the development 


of that spectrum of services and resources that cS. aetna 


Income Security 


Undoubtedly the subject of income security will 
be a major concern of the Ministry for some time in the 
future. An income Securrey uni Gin the program. design group 
will direct its attention to the income Support programs 
OF (hesMinistry.s (He a. GuWeAs sVOCcational Rehabilitation) , 
those of other Ministries and governments (Workmen's 
CompensattOnye©.An > eae —> > ime LCe)eand income-affecting 
aspects of other programs (homemakers, day care, etc.). In 
addition to these considerations of support, the unit must 
have a mandate to consider the impact and relationship of 
these to employment. Following the division of effort 
agreed upon in structuring the federal-provincial review 
of the subject of income security, we suggest that a 


Similar division is appropriate for the Ministry. 


the sfinse sub-unit, concernedewith guaranteed 
income support, will focus on ways to provide income with 
dignity and equity to those persons outside the labour 
force. It will be responsible for determining the "basic 
level" and designing means of assuring it that are consonant 
with the Ministry goal and appropriately linked with other 


assistance programs, the tax system and employment. 


The second sub-unit will concentrate on the 
employment linkages to the income support system and to 
Lhe prograncwoi suppouttethnat help people achieve independence, 
Such as training, rehabilitation, day care and so on. This 
sub-unit will also be interested in the policies of other 
Ministries and governments that have an impact in this area. 
Another area for which this sub-group will be responsible 


is innovative alternatives to traditional employment. 


Neither of the sub-groups could work in isolation, 
but we think that the importance of the areas of responsibility 
assigned to each is such as to warrant specific attention 


from a separate team. 


Alternative Care 


In our report on the Ministry role and capabilities, 
we discussed the importance of the provision of alternative 
care for people with a degree of dependence who cannot thrive 
in their present environment. The provision of residential 
accommodation in consort with appropriate services is an 
important responsibility of the Ministry. We mention in 
our previous report the importance of the provision of a 
spectrum of these facilities to accommodate the many and 
varying needs of individuals and to ensure that the degree 
OL -instrtutionalizationeand, the’ cost, are no=more than 


warranted. ° 


A unit within the program design group should be 
made responsible for leading the Ministry's thrust in the 
field of alternative care. We suggest that the whole range 
Of Gare > from foster care "through group homes to ansti1cutions, 
be assigned to this anit tor coordination and development, 
It will be imperative that this unit work in conjunction 
with the others in the program design group as well as with 
their counterparts in other ministries. ~Much of the 
effectiveness of the alternative care system is dependent 
upon the financial arrangements, making close cooperation 
with the management design and support group essential for 


the successful performance of the unit. 


Social Resources for Prevention and Protection 


The provision of a range of services to help 
people cope in the face of difficult circumstances abceers iil 
important Ministry function. We expect that by putting 
the prime responsibility for protective and preventive 


services both in one unit there will be no way of escaping 


a careful examination of the interdependence and trade-offs 
between the two. To the extent that preventive programs 
are successful, the protective ones will be unnecessary. 
Supportive services may prevent the deterioration of an 
individual or family and make more drastic (and expensive) 
measures unnecessary. Indeed, an ounce of prevention is 


worthaa «pound of scare, 


Accordingly, we suggest that a unit be established 
to develop the spectrum of services that is required in 
this field. The variety of services is wide, including 
such examples as individual, group and family counselling, 
child welfare, trusteeship, homemakers, and so forth. It 
PS PODVVOUS= iat. this un reawii belworking inavery close 
conjunction with the others in the program design group 
and will rely on a considerable amount of assistance from 
all elements in the delivery system to help formulate its 
programs. Close involvement of the field is essential if 
the programs are to have the flexibility, range, currency 


and relevancy required. 


Social Resources for Development 


People who are involved with their fellows in 
joint undertakings, who make creative and enjoyable use of 
their leisure, who identify strongly with a group or 
community that supports and enriches their values, under- 
standing and heritage, and who see prospects for the 
continuing enrichment of life, are probably less likely 
than others to find themselves in need of supportive and 
custodial services. A separate unit should be created to 
develop those programs that contribute to the Ministry 
goal through developmental services and facilities. The 


unit will shoulder the primary responsibility for programs 


for special cultural groups, for leisure activities ,.and 

for volunteerism. The unit should also be heavily involved 
in the development of the Ministry's capability to respond 
to its local social planning responsibilities. In all its 
work, this unit will, like the others, have to form close 
and effective relationships with other Pacts rolmtherMinistry 
and its agencies and with other parts of this and other 


governments. 


The scope and complexity of the responsibilities 
of this unit may justify some division of effort. In our 
view, there is merit in considering establishing a separate 
Ssub-unvte to concentrate attention on) the deisure and 
recreation aspects of these responsibilities. We think 
such a measure justified by the sheer magnitude and 
importance of the work that must-be done in this’ fielda*in 


at least the immediate and medium-term future. 


Management Design and Support 


To the extent possible, the financial, personnel 
and other administrative functions should be located in 
and responsible to the field offices. Thus the regional 
offices will have to be capable of providing their own 
support services to a very large degree. It follows that 
there will be a very marked diminution of the operations 
work of these support services in head office. Some functions 
will not be amenable to decentralization because of central 
agency requirements, economy or their nature. Such functions 
as gathering and collating Ministry-wide data, dealing with 
central agencies, submitting claims to the Federal government, 
preparing consolidated reports, and so forth, will remain 


Centralized to a large extent. In addition, support, must 


be given to the staff of head office who, for these purposes, 
might be considered as another regional office. Nonetheless, 
we anticipate that the role of the financial, administrative 
and personnel staff at head office will be predominantly 

of a design nature. Accordingly we suggest that these 
functions become a part of the design and support section 

of the Ministry to ensure their close relationship to the 
program design group. We call this the management design 


and support group. 


The continuing, on-going, operational responsibilities 
tou suppoEmtmthemiecads oLliCcensratt could, Sin Oursy lew, be located 
in one of several places without great import hanging on 
the choice. We suggest that because a considerable amount 
of expertise will be required in the design function, the 
support to head office and on-going, Ministry-wide functions 


also be assumed by this group. 


We propose four units to comprise Ehe Management 
design and support group. A financial management unit will 
be vespensible for the functions of accounting, budgetting, 
management information systems, and systems, financial and 
management consulting. An administrative management unit 
will be responsible for services and developing standards 
in regard to office management, supplies, purchasing and 
accommodation. A manpower unit will be the central personnel 
OLLiCe Of tnemMIniscry wwith responsibility fon setting 
guidelines and procedures, for the residual centralized 
personne. Functions, LOrscoordinating, and supporting the 
training and development program of the Ministry and for 
doing the long-term manpower planning both for the Ministry 
and for the entire community and social services system. 

A communications and information unit will be responsible 
for the central communications program of the Ministry and 
for developing ways of promoting public awareness and 


understanding of the Ministry's goal, role’ and programs. 


Specialized Support Units 


In addition to the two main groupings - program 
design, and management design and support - we propose three 
Specialized units be located in the design and support 
Sec ion. | Thestirse 1s leqal: services, a specialization 
that must be available to those involved in program design, 
but which may best be kept as a Se€palLare Specialty <tnit, 
It will continue to provide advice and Support to the 
delivery system as required. The second unit is research. 
Although there will be a substantial program research 
Capability in other units of this general section of the 
Ministry, there remains a need for a specialized unit to 
provide certain overall research studies and Ma CerTal aco 
house the scarce technical capabilities that cannot be 
reproduced for each design unit and to look after that 
area of research that lies between the "pure" research 
done in institutes and universities and the Operationally 
oriented work of the design units. Undoubtedly this unit 
will provide essential support to the Ministry's poOLicy 
development function.” Finally, werpsuggest:a program 
analysis unit, which will supply and apply expertise in 
the fields of cost/benefit analysis, evaluation criteria 
and measures of both efficiency and effectiveness. We 
antrtecipate: that at will be this unit that wilt escess: new 
programs and program modifications for their impact on 


multi-year plans. 


Chart #4 depicts the organization we recommend 


for the planning and support function. 


sii 


NOLLNAASYd GNV 
NOILOSLOUd YOs 
S30UNOSAY TVIDOS 


LN3WdO13ARG NOS 
SAODYNOSAY IWIDOS 


JYVo 
SJLVNYALIV 


ALIUNDAS 
AWOONI 


SISATVNV 


HOW YASAY 
YWiVeIOOHd 


NOWId 


WVYdUSO0OuUd Ss 


LYOddN$ 
GNV 
MOGAd 


poien 


wots diy 


NOILVINGOINI 
QNnv 
NOILVOINAWWOS 


TINNOSH3d 
any 
YAMOdNVW 


LNAWSOVNVI 
AAILVULSININGY 


LNAWSJOVNVW 
TVIONYNId 


LdOQddNs 
GQNV NOIS3Sd 
LNAWIOVNVIN 


WVYSOVIGC LYOddNS GNV NDISsad 
SADIAYSAS TVIDOS GNV ALINONWAWOS 40 AYLSINIW 


PROPOSED ORGANIZATION FOR POLICY DEVELOPMENT 
nN EE EVE UE INL 


in the report on Minisctoy wole and capabilities 
we discuss at length the importance and breadth of the 
Ministry's responsibilities in the policy area. We point 
out che necessity for the Ministry-to be aware of proposals 
and developments in other organizations, to be able to 
analyse these matters in terms of their impact on the goal 
and objectives, and to be able to influence others to 
harmonize their efforts with the goal. There is a 
corresponding responsibility for the Ministry to ensure 
that its own activities are as contributive as possible to 


the goals of other Ministries of the Ontario government. 


Even within the areas for which the Ministry is 
solely responsible, the need for a stronger policy analysis 
and development capability is required. In the past the 
Ministry has had a number of separate policy planning systems. 
Tats Vhassmade 1 ct dattveultie tor spoldevstomvesdeyvelopedain 
an integrated, corporate manner. In addition, the 
Ministry has heretofore lacked an organizational focus for 
policy development, a deficiency that, if not corrected, 
efteetively prevents eke Ministryefromerultillingsthe broad 


responsibilities we. Ehink i teshould vassume. 


We recommend the establishment of a formal policy 
development committee to be responsible for determining 
Ministry policy in all those areas where a policy stance is 
called for by the Ministry role. The committee, chaired 
formally by the Minister, should have as members the 
deputy minister, the chief of planning and support and the 
ehier of program delivery, along with (other stari=as may 
be appropriate. In our view, the committee would benefit 
from having as full members some individuals from outside 
the Ministry. We suggest that from two to four people, 
chosen because of their responsibilities and their personal 


capabilities, might be coopted. They need not all be drawn 


from the policy field, nor for that matter from the Ontario 
government. It would probably be wise to make the 
invitations for a specified period of time to provide an 


opportunity for the infusion of new perspectives and ideas. 


The policy development committee will have a 
number of specific responsibilities. It will identify the 
issues and areas on which the MUnUusSery must take as pOSTtLon, 
and decide in broad terms how the policy is to be developed 
and propagated. The analysis and development work will 
characteristically be done by ad hoc advisory groups, 
committees and task forces. It will establish the Ministry's 
objectives and priorities and provide a vehicle for the 


periodic review:of all Ministry policies. 


It would probably be naive to assume that the 
committee described above will be able to deal with all 
policy issues faced by the Ministry. Emergency and minor 
issues will inevitably have to be dealt with by more informal 
means. The committee itself should not meet on any more 
frequent basis than monthly, and only when adequate 


preparation has been completed to expedite their deliberations. 


The key to the effective working of the suggested 
committee and of the entire Ministry's policy development 
EOUVCwisetnescctablashmentaotea sma lle Furl time, policy 
coordinating group reporting to the CepuUbyveminTsctes. = Che 
group of three to five senior officials must be chosen with 
great care for their knowledge of government, understanding 
of a broad range of issues, personal manner, abDivrey. co 
make contacts in and outside government, analytical@abila ty 
BnderaAciralacumUosil tye BEC cuthe it PesSponsipulrtyeto perform 
the information gathering function mentioned in an earlier 
section of this report. (They will also have to share 
information on Ministry positions and concerns with others.) 
Dieveawlelbeact aS the secretariat for the policy development 


committee and will often be asked by that committee to 


organize and oversee specific policy analysis and develop- 
ment projects. While they will manage policy projects, 

they will draw on resources from other parts of the Ministry 
and from outside. To ensure the involvement of other 
Ministry staff in policy work, the coordination group 

should not be allowed to develop more than a bare minimum 

Of LLCS own statt™ resources. [ib as our expectation Ehat the 
use of people whose prime occupation is program delivery, 
seconded full time for short periods, will help ensure 

that policy development in the Ministry is firmly rooted 


in reality. 


Chart #5 shows the organizational proposal for 


policy development and analysis. 
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INTERNAL AUDIT 


The change of the Provincial Auditor's function 
to one of post audit has made it imperative that the Ministry 
have sound internal financial control procedures and good 
managerial and administrative practices. The change has 
had the-ecflrect of increasing the responsibility of the 
Deputy Minister for the soundness of the operation of the 
Ministry. In our view, the Deputy should be able to assure 
himself of this soundness through an audit that is entirely 
separate from the organization and Operations On which Le 
ise creponting and thal reports cirectly to nim. | Reported 
to the deputy by the audit should be on an exception basis, 
so that reports would include only major weaknesses or 
errors as they are identified, and weaknesses and errors 
of lesser significance where corrective action has not 


been taken after a reasonable lapse of time. 


Parallel to the financial audit should be an 
operational review or management audit. This unit would 
direct its attention mainly to efficiency review having 
regard to the standards developed in the design area. We 
should emphasize that the establishment of this unit does 
not relieve operating managers of the responsibility to 
monitor etficiency, nor prodram designers Of Ene meed | to 
incorporate monitoring and assessing systems in the develop- 
ment of programs. The operational review will administer 
a test of these. Similarly, while effectiveness criteria 
should be incorporated into the design of programs and 
supported by the related information systems, a certain 
testing tn -this respecte isa valid) function of Che 
operational review. Managers cannot abdicate responsibility 
in these areas but should look to the operations review 
Gunit-as a resource to assist them in carrying out thezr own 


monitoring and design responsibilities. 


The internal audit unit must not be involved in 


the design of corrective action and implementation resulting 


from its recommendations, as it must always maintain its 


independence. 


COMMITTEES AND ADVISORY GROUPS 
en 


We have already described the policy development 
committee proposed for the Ministry. Certain other standing 


committees will be useful. 


One committee that we see as vital is the Ministry 
operations committee, the senior group for decision making 
and problem resolution. We think it should be chaired by 
the Deputy Minister and include the senior officials in the 
DOLtCy<CcOOrdination coup jm tneschiet oF planning and support, 
the chief of program delivery, and such other officials as 
may be appropriate. Its membership could be expanded for 
any specific issue and its meetings should be attended, when 
appropriate, by one or more regional directors. The committee 
will handle any questions concerning Ministry operations and 
will’deal with those policy issues that are of a minor or 
emergency nature or that for some other reasons might not be 
appropriately dealt with by the policy development committee. 
Care will have to be taken to prevent it from becoming a 


screen or a substitute for the policy development committee. 


Another committee that we suggest is a regional 
directors committee comprised of each regional director and 
Chaired by the chief of program delivery. This committee 
will oversee the development of the delivery system and plan 
che amplementation of the! Ministry "s»prograns= -lt wilt 
advise the chief of program delivery in his budgetting and 
personnel allocation responsibilities, and be a vehicle for 
raising any one of the many issues that are bound to arise 


in a decentralized system. 


There is likely to be a number of other committees 
operating within the Ministry. Indeed much of the policy 
and program design work will be conducted by temporary 
ad hoc groups of individuals drawn from various parts of 
the system. We expect that the need for relatively permanent 


committees should be less than in the present system, 


though some will undoubtedly be identified as implementation 
progresses. Under the system we propose, there will be 
quite enough to do without burdening staff with unnecessary 


committee meetings - they should be kept to a minimum. 


There are at present several advisory committees 
to the Ministry. A few meet periodically, others seem 
dormant. Certainly the formation of advisory committees 
Cangbemasvehicic for, gaining advice, suggestions and 
feedback from people who are interested or expert in a 
subject area and who operate outside the Ministry Peselin 
Occasionally there may be a symbolic or political advantage 


to be gained from the establishment of such groups. 


Experience in Ontario and elsewhere suggests 
that advisory groups tend to be most effective when they 
are comprised of expert, interested people and given relatively 
narrow, specifically defined terms of reference to deal with 
concrete issues. In a number of instances advisory bodies 


are continued beyond their genuine usefulness. 


Lew SeOULLexpeCctaclonmthatemostsot-the advantages 
derived from advisory bodies will be gained through the 
implementation of the system we have outlined for poOLicy 
development and program design. Our proposal contemplates 
frequent and significant involvement of outsiders in the 
policy and planning work of the Ministry, and to the extent 
that this occurs the need for advisory groups will be 
Gini nrshed. mele rm usOunding sboardl «is Bequared ,sagroup 
could easily be put together on an ad hoc basis. We think 
that much greater use should be made of assistance from 
people outside the Ministry, but seriously question whether 
this can be most effectively accomplished through the 


establishment of permanent advisory bodies. 


CONCLUSION 


This report recommends an organization structure 
and a style of management that we think is consistent with 
and will be contributive to the Ministry goal and objectives. 
The proposed design is intended to incorporate those 
characteristics that are essential if the Min@Sstry Seto 
be effective in the role we suggest for it. While many of 
the details have been left to those who will be responsible 
for implementing the reorganization, we are confident 
that the principles are sound. Chart #6 outlines the 


proposed overall organization. 


The discussion in the report does not speak to 
either the Soldiers' Aid Commission or the Board of Review. 
We have no criticisms or suggestions to offer on the current 
reporting relationships of those two bodies, and. we 
accordingly suggest that no change be made in regard to 
them. 


For the system we have outlined to work, there 
must be a pervading style and attitude in the: Ministry of 
openness, trust and commitment to common objectives. It is 
doomed to failure if individuals are incapable of being 
flexible in their roles or of understanding issues and 
inpluences beyond their specialities. —~Simiblarly the 
adoption of the principles of the territorial imperative 
will undermine any chance of the Ministry making a positive 
Contbibution to the attaimment of its goalwand objectives: 
Such attitudes must not be allowed to jeopardize the 
seizing of the opportunity now facing Community and Social 


Services. 
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APPENDIX #1 
DISTRICT OFFICE: GENERAL DESCRIPTION 
General Terms of Reference 


Delivery of "direct" Ministry services: 


> Jiiatialseligiubility «data collection» tor Family Benefits 
and Legal Aid; 

- case management and general service for F.B.A. clientele 
(i.e. changes in status following eligibility determination 
and advice, referral, counselling, trusteeship) ; 

- general welfare assistance services in unorganized 
CeLEicony:, 

- rehabilitation services (assessment, counselling, vocational 
planning, placement, restoration services, referral); 

- community service development and liaison (meals on wheels, 
homemakers service, nurses service, information services, 
family service, debt counselling, self-help, etc.); 

- developmental programs such as recreation, cultural 
programs, le1sure» proggams, sand, speciale projects, etc. 


- services to Indian Communities. 


Organizing and administering the services in appropriate 
combinations in an effort to meet the Ministry goal and 


objectives: 


— itexibility, in organization andswdeployment, Ofescani: 

- planning with other systems as to the most advantageous 
use of resources; 

- integration of function where possible; 

- differential use of staff; 

- establishing objectives for the total district office; 

- working in joint enterprises with other districts within 


the region and the office of the regional director. 
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The Management of Ministry resources in a responsible manner: 


-— Management of physical property; 

- Management of some finances; 

- knowledge and awareness of directives, guidelines and 
policies; 

- selection, supervision and training of personnel in 


cooperation with the regional office. 


The responsibility for contributing to the development of 


Focal and regional social planning: 


- availability for and participation in local social 
planning; 

- contributions of information and proposals for Dlannings co 
regional director; 

- developing mechanisms in the district to identify unmet 


and emerging’ needs. 


General Capabilities Required: 


- generalist management and administration Sides. 

= *particular’ service skills and Knowledge W(erg-) clerical, 
records keeping msocialiwork, community development, 
recreation, community resources, GliGub? Mtyvedata 
Collection): 

- ability to diagnose district problem situations and develop 
responses; 

- ability to anticipate district problems and develop 
solutions using combinations of direct Ministry sprograms:, 
indirect Ministry services and services of other systems; 

Seat by CO assist ine the DeveVOpmentmoredistrice evaluation 
programs and utilize the feedback from same; 

- ability to respond to feedback from other levels of the 


Ministry by taking corrective action; 
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= ability to contribute to planning for community recreation 
centres and services; 

- ability to recommend allocations for non-recurring grants 
to organizations; 

- ability to assist in the development of community services 
and work on their behalf in obtaining government 


recognition. 


Basic Job Description 


District Manager 


Role and Responsibilities: 


= LeDOGtES co. reqionalad1 rector; 

= smManagesthe direct programs of “Ehe Ministry in. a. c1ven 
geographic area; 

- implements a broad approach to community and social 
services ranging from income security through development; 

- able to plan and implement alternate modes of service 
delivery; 

- works with a wide variety of agencies in his district; 

- functions as a member of the management and planning group 
invhis particular region; 

- takes responsibility for the supervision of the staff in 
NSA Strick, 

- contributes to policy development on a continuous basis 
through the regional management and planning group, and 
as called upon for special committees and assignments; 

- sets operating and service objectives with district staff; 
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REGIONAL OFFICE: GENERAL DESCRIPTION 


Regional offices are involved in the management and 
coordination of the services delivered directly by Ministry 
staff and those services delivered by agents of the Ministry, 
the scombined “et fect «OL both contributing tomtme Mrmustry 
goal and objectives. The Regional Director, as senior 
Ministry representative in a large region of the Province, 
is responsible for ensuring the continuity of the regional 
Ministry program in harmony with the programs of other systems, 
public and private, that play-a part in attaining the Ministry 
Oa. 


General Terms of Reference 


The regional office exists as the responsibility centre for 


Ministry program delivery in a region: 


= ald’ Gistrict, managers,1n a given regiom repent to the 
reguonaladirector; 

- all Ministry related agencies deal with the regional office 
in regard to inspection, advice, supervision, resource 
allocation and direction in the same way that they now 
deal with Branches at Queen's Park; 

- program, finance and administration specialists provide 
consultative services to agencies and district offices 
such as advice on operations, operating standards, social 
work practices, professional guidance, assessment of 


applicants for <dicences) inspection, etc: 


The regional office is responsible for management of resources 


towards meeting the goal and objectives of the Ministry: 


- through regional social planning in conjunction with 


district managers and agencies; 
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establishing regional goals and objectives; 
evaluation of district office and related agency operations; 


introduction of policy and procedural directives. 


Involvement with other public and private organizations such 


as Health, Corrections, Education, Ontario Housing Corporation, 


Municipalities and Social Planning Councils: 


to share resources; 
to contribute to social planning; 
to encourage interaction at the field staff level; 


to develop innovative methods of delivering services. 


Financial management similar to the level of PECSeNteMinis tiny 


program branches: 


financial management services to related Organizations and 
institutions by advising on Operations and reviewing 
annual estimates and capital grant expenditures; 

ensuring that such estimates are accurate and complete 
within the requirements of legislation, policy and 
procedures; 

ensuring that controls over all regional expenditures are 
effective and efficient; 

preparing requisitions for payment of monthly subsidies; 
preparing and analyzing financial statements; 
forecasting, applying financial procedures; 

examining monthly claims and statistics; 


regional budget preparation and multr-yeaceplanning. 


Management, in a given region, of all Ministry financial, 


physical and human resources in accordance with appropriate 


procedures, guidelines and legislation. 
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General Capabilities Requareday 


- generalist management and administration skills (emphasizing 
problem solving and conflict resolution; 

- ability to understand and interpret implications of 
Ministry goal and objectives; 

- ability to promote and encourage innovation in program 
delivery; 

=" stafi. capabilities -iniday-care; ianstatutions ,schitd 
welfare, income security, recreation, leisure and cultural 
programs, developmental services, research, statistics, 
information, personnel and training, finance and admin- 
istration; 

- ability to facilitate and encourage an integrated approach 
to planning and delivery of all Ministry programs; 

= (ability to recruit, select, train and deploy ‘staft as 
required throughout the region; 

- ability to communicate information on Ministry goal, 
objectives, role and programs to citizens and organizations 
in the region; 

- ability to establish and evaluate demonstration projects; 

-~ ability. tO evaluate Gis trict OL Ce, Operations. 

= ‘ability to utilize teedback from-evaluations by Initiating 
COrrective action; 

- ability to maintain continuous significant feedback to 
the chief of program delivery and other regional directors; 

- ability to contribute to policy development and program 
design; 

- ability to contribute to Ministry program delivery planning 
for the total province; 

- ability to liaise and communicate openly with other systems; 

- ability to respond quickly and appropriately to crisis 
situations in regard to district office and agency 
operations; 

- ability to work closely with specialists from the design 


and support group in planning and problem solving matters; 
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ability to facilitate regional social planning and foster 


the implementation thereof. 


Basic Job Description 
eee Se Se Peper 


Regional Director 


Role and Responsibilities: 


reports to chief of program delivery; 

INceGratonr,warbi trator, catalyst, directs and coordinates 
district managers; 

member of regional directors' committee (regional directors 
and chief of program delivery) ; 

accountable for overall delivery of Ministry program in 

a given region; 

authority for deployment of staff in direct service 
delivery; 

statutory responsibilities for decentralized programs; 
responsible for enforcing the various Acts of the Ministry; 
deals with agencies (e.g. Children's Aid Societies, 
institutions and municipalities) to advise, supervise and 
inspect; 

establishes and maintains relationships with regional 
officials of other systems (Healthy Conrectiona. Education, 
federal government) ; 


senior Ministry representative in the region. 


APPENDIX # 3 


CHIEF OF PROGRAM DELIVERY 


Ministry Program Delivery Responsibility Centre: 


GENERAL DESCRIPTION 


The chief of program delivery is the senior represen- 
tative of the Ministry program delivery component. The 
chief is responsible for putting into operation almost.all 
programs "Chat care expressions of Ministry policy. ~Program 
delivery activities report through regional directors to 


the chief o£ program delivery. 


General Terms of Reference 


Office of chief of program delivery is the overall respon- 


Sibility centre for Ministry program delivery in the province: 


- all: regional directors. report to chief, of_program- delivery; 
- special operations offices are part of this office and 
operate under the delegated authority of the chief of 


program delivery. 


The direct supervisor of regional directors 15 -thevchieb or 
program delivery who works on behalf of the regions to ensure 


that they save: 


- adequate resources to meet program requirements; 

- sufficient authority to perform assigned duties; 

- satisfactorily met policy and legislative requirements; 

- adequate information on new developments and trends; 

- a voice in policy development and program and management 
design; 

- clear guidelines to assist in the development and 


implementation of regional plans; 
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- advice, guidance, support and direction on critical 


program delivery matters. 


Responsible for putting into operation the programs designed 
by the program design section and meeting the requirements of 


the management design section: 


- overseeing implementation in the regions; 

- establishing management and program objectives for the 
total Ministry program delivery system; 

- establishing performance baselines and indicators with 
regional directors; 

= CONUCIDULI ng "LO the desigqnsof, and standard setting, for 


programs on a continuous basis. 


Responsible for coordinating proposals for resource allocation, 
changes in methods of field delivery, resource deployment 


on a province-wide basis: 


= coordinating the regional directors' plans; 

- putting into-operation a system for the preparation of 
estimates for the seven regions; 

- multi-year planning in conjunction with regional directors 
and Ministry operations committee; 

- keeping regional directors informed as to matters of 


Significance. 


Day to day management of "Special Offices" including Income 


Security and the Office on Adoptions. 


- objective setting and evaluation: 

- all phases of financial management; 

- identification of unmet need and developing responses; 

- managing income security eligibility determination and 
SavewLat Lone 

- coordination of adoption matters, data collection on 


crown wards, adoption information to Children's Aid 
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Societies and coordination of interprovincial and inter- 
national adoption matters affecting Ontario: 
- special offices report to the chief of program delivery 


on an infrequent or exception basis. 


Involvement with other systems at provincial level (i.e. Health, 


Corrections, Colleges and Universities, etc.) as to: 


See jor Cap lanning > 

- sharing resources; 

— encouraging and facilitating cooperation and UNnwey Zor 
purpose at the regional level; 


- influencing and being influenced in program delivery matters. 


Involvement in Ministry planning activities: 


- policy development; 
- program and management design; 


= Ministry operations committee. 


General Capabilities Required: 


- generalist management and administration skills; 

- special office capabilities such as income security 
Operations expertise, adoptions expertise; 

BeeDOMMi teal “Sensitivaty: 

- ability to advise, supervise and lead regional directors; 

- ability to provide leadership through arbitration, allowing 
freedom and establishing broad boundaries; 

—secechnical Support capabilities’ such asvarchitectural:, 
furnishings and equipment; 

- access to expertise in all program management design and 


professional areas; 
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ability to understand and employ suitable systems for 
data collection and dissemination that will facilitate 
the sharing of information, experience and special 
expertise; 

current management skills and techniques in regard to 
decision making and organizational development; 

ability to diagnose and recommend corrective action 
where appropriate; 

ability to keep the Deputy Minister informed in regard 
to significant matters in the program delivery section; 
ability to participate in and contribute to DOULCY, 
development and planning and Support deliberations; 
ability to understand regional problems and provide 
Supportive counsel; 

dD Pie vmcOmiitoryenery 1 required with all Ministry units 


and central agencies in SUppOLE- Of regronal operations. 


Basic Job Description 


Chrebroterrognam Delivery 
=—S— lll 


Role and Responsibilities: 
ae ee SOT Lees, 


reports to Deputy Minister; 

member of the Ministry operations committee; 

chairman of regional directors committee; 

member of policy development committee; 

accountable for decentralized programs and programs of 
Special offices; 

link between regions and policy development and design 
and support sections; 

responsible for operation of special offices; 


direct supervisor of regional directors; 
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- arbitrates between regions in regard to boundary issues 
and resource sharing; 
~ seen as equidistant from regions and head office and is 


able to state the case of either. 
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DESIGN AND SUPPORT GROUP: GENERAL DESCRIPTION 


This group is the key link between the broad 
expression of policy and the delivery of services to 


people. 


General Terms of Reference 


- -develops practical, operable translations of broad 
policy into the appropriate form, i.e. regulations, 
directives, guidelines; 

- ensures such meet the requirements of central agencies; 

- designs necessary systems to support programs and to 
allow LOL MOnLtoring ana -COntLLOLs 

- acts as a central depository/registry for central agency 
directives and disseminates same to appropriate 
ministerial responsibility centres (after effecting 
such modifications as may be appropriate to taiior 
these to ministry needs and conditions) ; 

- develops administrative and financial systems and issues 
the necessary directives, guidelines, etc.; 

- prepares some submissions to Management Board; 

- acts as a consultant to operating units in respect of 
interpretation of policy and of range of possible 
alternatives; 

- designs evaluative criteria and mechanisms and incorporates 
feedback into program operational reporting; 

- develops social indicators and applications thereof; 

- provides research and technical support to policy 
development committee; 

- gathers and provides data for policy development committee; 

- develops and sets standards; 

- liaises with provincial umbrella organizations where 


appropriate (i.e. within expressed policy) and where 
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requested by the Deputy Minister; 
- provides technical consultation to social development 


policy field and for other Ministries as requested. 


MANAGEMENT DESIGN AND SUPPORT GROUP 


This group includes financial management, 
administrative Management, manpower, personnel and training 
and communications and information. Within these, certain 
Sub-units are identified together with their general terms 
of reference. These include a number of functions ranging 
from design, head office support and coordinative effort, 
to services ideally rendered at the GeGi Ona Womidi strict 
offices in direct support of their program responsibilities. 
The extent of delegation and decentralization is dependent 
on the maturity of the organization and LECOgnTeELOn Ot 
certain principles to which reference has been made in 


CUE report. 


Financial Management 


Hemp rOVISiGonsOL et inancial managerial support 
including accounting services, budgetting, management 
information Systems, and systems, Management and financial 


consulting. 


General Terms of Reference 
ee ET ETENC!] 


Accounting 


- liaison with Management Board, Ministry of ELeasuinys, 
Economics and Intergovernmental Affairs, Ministry of 


Government Services, Provincial Auditor re standards, etc.- 
OT 
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- development of accounting systems in conjunction with 
related management information systems; 

- preparation of procedural manuals for accounting 
systems; 

- coordination and general supervision of accounting 
services; 

- preparation of claims for Federal cost-sharing; 

= preparatvon. of Ministerial. financial reports. 

= preparation of Ministerial “public accounts, .eponcs; 

- control of accountable advances; 

=——-control of accounts receivable sand collection oF wrevenues, 

—~aCONELOLeOL appLoOpGlat once tuUnarnig. 

=) preparation :of data’ for (Ministry payroll purpeses, 

- maintenance of attendance records; 

- preparation of suppliers' accounts for payment; 

- review and preparation of subsidy requests for payment; 

- review and preparation of conditional or non-conditional 


Grannis sLOmipaymenc, 


General Terms of Reference 


Budgetting 


- jiaison with Management Board, Social Development Policy 
Field and policy development section as to relevant 
criteria, guidelines or format and timing; 

- preparation of Ministerial guidelines, stating Ministerial 
requirements and priorities; 

- preparation of submissions to Management Board, Policy 
Field, etc.; 

- coordination of the preparation of budgets and forecasts; 

—- preparation of budgets and forecasts; 


- comparison of budgets and operational results. 
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General Terms of Reference 


Management Information Systems 


- development of management information systems for computer 
application for the Ministry, including delivery agencies; 

- consultation with Ministry and agency management as to 
future requirements, new Eechnology ,,.6tc.; 

- provision of computer science expertise to total design 
area for model building purposes; 

- liaison with Central Agencies and other Ministries as 
to government standards, time-sharing OpporeunTeles mor 


joint development and use of systems. 


General Terms of Reference 
pe oe ee BCLENCS 


systems, Financial and Management Consulting 


- development of necessary systems parallel to.or separate 
from computer oriented systems for Ministry and agencies; 

- design of appropriate forms; 

- development of methodology to assess work procedures as 
to productivity improvement; 

- consultation with managers and agencies in implementation 
of accounting and management information systems, other 
Systems and procedures, work procedures review and 
Overcoming weaknesses identified by internal audit or 


Provincial Auditor. 


Administrative Management 


The provision of services, supplies and accommoda- 


tion which support and facilitate operations. 
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General Terms of Reference 
ee eee CLE RCe. 


Office Management/Purchasing 


- development of sound office practices including records 
Management and forms controls; 

- preparation of manuals of office routines, records 
Management and forms controls; 

- development of purchasing, printing and reproduction 
services standards; 

~ procurement, storage and distribution of supplies; 

-— arrangements for meetings, conferences and travel; 

-— procurement and coordination of telephone equipment 
and use; 

- purchase, storage and distribution of goods (in kind 
Etansters) for operating unites 

= Leceipl, distributionsand, fonwandinaoteman ic. 

- custody, distribution, control and security of Ministry 
records: 

- provision of clerical services including photocopy, 


messenger, stenographic. 


General Terms of Reference 


Accommodation 


- liaison with Ministry of Government Services as to 
standards, etc.; 

- development of Ministry criteria and requirements having 
regard to central agency standards; 

- analysis of space requirements, arranging changes, etc.; 

- coordination of space and other capital-nature requirements; 

- supervision of leasing arrangements; 

- arrangements for parking; 


- procurement of space and capital items. 
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Manpower, Personnel and Training 


The provision of competent staff to carry out 
the Ministry's responsibilities including general manpower 


planning £or community anda social services. 


General Terms of Reference 


=, Jiaison with Civil Service Commission, Management Board, 
Givi lEService Association oL, Ontario, and educational 
agencies; 

- development of staffing standards, classifications, 
recruitment, employment, transfer, removal, grievance, 
resignation or retirement, procedures and manuals; 

- development and maintenance of human resources 
information system; 

- development and maintenance of employee relations programs; 

—eeoevelopmelltaand —coondinattoOn OF tralning Courses, CaLveer 
development models, etc.; 

- development and maintenance of complement control systems; 

SS erecuuLementuanca thadmind Of, Staliy 

- maintenance of personnel records, processing of transfers, 
retirements, and resignations; 

- administration of employee benefit programs including 
appropriate pre-retirement planning services; 

- development of and assistance in the administration of 


employee evaluation procedures. 


Communications and Information 


The promotion of public understanding of the 


Ministry and its programs. 
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General Terms of Reference 


- liaison with news media; 

- development of methods to promote public awareness and 
understanding of Ministry goal, role and programs; 

- preparation of publications, news releases, audio-visual 
or other appropriate display or exhibit materials; 

- procurement and provision of necessary technical 
expertise and equipment; 

= provision of Graphic design, and measures LO elsure 
appropriate Ministry visual identity; 

- consultation in respect of resources and techniques for 


purposes of conferences, workshops and seminars. 


PROFESSIONAL SUPPORT 


Legal Services 


The provision of legal counsel for all aspects 


Of the Ministry "*s responsibilities. 


General Terms of Reference 


~ examination of policy proposals as to legal ramifications; 

-widracting Of slogteolationsand requlatlone expressing policy 
intents and program design requirements; 

- development of legal criteria for contractual arrangements 
or other directives or guidelines content; 

- review or consultation upon such submissions as requests 
forsOrders in Counc; 


- reviews contracts, leases, etc.; 


APPENDIX #4 


- provision of legal consultation for purposes of inter- 
pretation; 
~ act as counsel or provide advice in respect of court 


Matters or other legal proceedings. 


Research 


THe MO LOvIs1 ONG L Supplementary competent technical, 
analytical and innovative expertise to both policy develop- 


ment and the balance of the deésign-and) support groups. 


General Terms of Reference 
ae ee) eee LE LCNCe 


- gathering statistical data for the use of the DOW Cy 
development group, management at all levels and the 
design areas; 

- acquisition, cataloguing and custody of pertinent volumes, 
magaZines, brochures, background papers and EreDOLtes: 

peettaison withethe: Ontario Statistical Centre and such 
other agencies; 

Seeaevelopment,. in ECON JuUnCeELOnNe with others, of models for 
FUEUGe spanning, 

=) design and/or contract future-oriented research projects; 

- in consort with program analysis, development of social 
indicators and their application particularly in respect 
of evaluation measures; 

- conduct policy analysis at the request of policy 
development group; 

- draft position papers on various issues to assist the 
policy development section of the Ministry; 

- coordination of the production of Statistical, reports 
including data for the annual Ministry reporc. 

+ act as a consultant to the operating units in respect 
of action research or demonstration Progectesorear cma ll 


or moderate scale. 
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Program Analysis 


ASSisteim COOLdINaLIOnN OF, Livancila. ano 7OLner 
resources through evaluative and related measures and 


analysis. 


General Terms of Reference 


- review activity objectives in relation to Ministry goal 
and objectives; 

- development of cost/benefit analytical measures and 
reporcs; 

- development of evaluation criteria and methods or indices 
to measure both efficiency and effectiveness; 

- assessment of new programs or program modifications for 


TOA GeO Mut) Gaiam Lads. 


PROGRAM DESIGN GROUP 


This is the section of design and support where 
the policy objectives are translated into program options. 
There are four such areas. Each is responsible for bringing 
together the requisite knowledge and information for issues 
assigned to, them, having regard to the full. range of 


opportunities as suggested by the objectives of the Ministry. 


Income Security Group 


This group will focus upon measures to provide 
necessary assistance, avoid or reduce unnecessary public 
dependence while achieving as much integration and coordina 
tion, both internally and externally, as is possible. Two 


sub-groups have been identified: 
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Guaranteed Income Support 


Ene; proviston of “assistance to persons outside 


the labour force. 


General Terms of Reference 


= analysis sof “expressed policyesordsmto determine: priorities 
(CEargebe groups, etcn)- 

- analysis of expressed policy so as to determine the 
mixes of components of assistance, the levels thereof and 
the kinds of delivery systems and the agencies to be 
employed; 

- analysis of expressed policy so as to determine and 
Beconelleyacefarvasspossiblemits impacts and relationship 
to other systems such as minimum wages and taxation; 

- development of regulations, directives and guidelines 
expressing income security policy and its interpretation 
ange inonecdting geld ibility scn tert as 

- review of developments in related programs such as 
Workmen's Compensation and of similar programs of other 
jUbLSdLCelons: 

- liaison and dialogue with such jurisdictions; 

- liaison with other Ministries where OAT ie Vari Ove Carin 
program design (e.g. Homes for Special Care, Extended 
Care); 

- liaison with operating units or delivery agencies where 
necessary to resolve interpretation questions or new 
problems; 

- assisting in the development of measures of effectiveness 
andseiticiency;: 

- recommending changes and improvements within expressed 
jsfaplkaletver 

- recommending policy changes; 

- consulting with other designers in respect of the impact 
of their efforts, ‘suggesting alternatives or developing 


joint measures. 
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Employment 


The provision of a full range of services which 
bridge the gap between non-employment and employment 
within capacity. 


General Terms of Reference 


- analysis of expressed policy to identify the range of 
options and determine priorities; 

- liaison with other Ministries and jurisdictions to avoid 
overlap and duplication, settle degree of ministry 
involvement, initiate joint planning and encourage 
equitable treatment; 

- determine methods of training, rehabilitation. counselling 
or other service supports; 

- determine eligibility criteria; 

- identify, assess and work with delivery agencies where 
appropriate; 

- determine subsidies or other contributions including 
the frequency and appropriate procedures; 

- provide technical consultation with operating units and 
delivery agencies; 

-~ assist in the development of evaluative criteria; 

- develop the necessary regulations, directives or guidelines 
that are appropriate and lend themselves to interpretation 
Of policy; 

= identity needs such’as prosthetics; Eransportatlony, cools 
or equipment and the best methods Of Provision sEhereot ; 

- identify new employment opportunities and’ lankages 
thereto; 

- identify and develop new employment opportunities and 
ways to operationalize these, including, where approprlace 
and within policy, direct employment; 

- identify and develop alternatives to traditional employ- 


ment and ways to operationalize these. 
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Alternative Care 


General Terms of Reference 


- examination of expressed policy so as to determine 
priorities (target groups, etc.); 

+ Panalysic of vexpresscdspolicyacondsstOmldcntimy  themlevels 
of care and delivery systems and agencies to be employed; 

= determining the eligibility sands admtesi1Ony Cr uLenlagto 
be employed; 

=seanalysisvor expressed policy so, asi tordetermineszand 
reconcile as far as possible the wimpace, OLacabewsysctcns 
on alternate systems and on paralled programs (e.g. 
Community residences versus hospital treatment) ; 

=) development sot standards applicable; tom level smonsranges 
Of care, in respect of bUiddings sandsthei nr furnich ngs 
and “equipment, qualifications of staff and stari=raLios, 
hea Lehs-canemandunutr1 von, spoLogram Content lath eenance 
OD GEeCOrds, = SalLelyyweeC.: 

- expressing such standards in appropriate regulations, 
darectives-and guidelines so .as tor interpret policy; 

- assess delivery agencies' capabilities and establish 
any necessary criteria; 

- liaise with agency or professional Provincial umbrella 
associations as to policy interpretation as appropriate 
and where so directed by the Deputy Minister; 

- liaise with other Ministries such as Health in respect 
OE related Of Joint programs andvplanning- 

- consult with regional staff and delivery agencies where 
interpretation, problem resolution or program design 
modification is required or desired; 

= assisting in the determination of measures of efficiency 
and effectiveness; 

- recommending changes within expressed policy; 

- consulting with other designers in respect of the impact 
of their efforts, suggesting alternates and developing 


joint responses; 
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- determining appropriate levels and methods of subsidy and 
Capital funding as well as requisite procedures including 


forms and interpretive guidelines. 


Social Resources for Protection and Prevention 
eee ee ee OE se SUP CC CTO aha Deve iaALOrr 


Protection 


This is an area where the Ministry by its mandate 
has the responsibility ‘to “interfere with the lives of some 
persons where society has judged that they are at risk to 
a serious degree. Current examples include the authority 
invested ginva Children’s Aad “Society tov semove @ chidtd strom 
its home and, of lesser consequence, the authority of the 
Director Of mamily Benefits to appoint a trustee, of an 
allowance. To some degree exercise of protection measures 
is a reflection of the failure of other systems, including 
the development and prevention measures employed by the 
Ministry. Because of the severity of invoking protection 


measures, considerable attention is warranted. 


General Terms of Reference 


- analysis of expressed policy so as to define the 
conditions and boundaries of protection measures; 

- developing standards and precise legal expressions 
lending themselves to use under such conditions; 

- expressing these in regulations with auxiliary inter- 
pretive guidelines as appropriate; 

—wiliaicing and consulting’ with Jegal author vetles rand 
jurisdictions so as) to) respect and incorporave. fruit 
Measures Of procectson including Civil rignes, 

—- determining the program content including legal procedures 


and identifying the agencies or others in which authority 


is) invested; 
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- acting as a consultant to such authorities or their 
Provincial umbrella agencies as appropriate and 
requested by the Deputy Minister; 

- liaising and consulting with other jurisdictions and 
designers so as to develop alternatives or joint 


MeasliiEesr 


Prevention 


The Ministry is obviously concerned that persons 
have opportunities to air their problems androbtain 
assistance towards alleviating and overcoming them. There 
are Many degrees of sophistication and Specialization 
ranging from friendly advice, information and referral to 
intensive group and individual therapy. (Note here that the 
Leterniad wismehne: preventative ACTIV ye mem cess hiouldmbe 
understood that prevention does not include interference 
OF .interruption but rather Speaks to removal of causes or 
their influence. Failure in this area may lead to 
protection, alternative care or income Support measures 


being necessary or more necessary. 


General Terms of Reference 
Se ee NCR CECNCS! 


- analysis of expressed policy and of the needs of people 
SOmaSs) Co tdentuty priorities: 

- analysis of expressed policy so as to determine delivery 
agencies and systems to be employed; 

- determination of appropriate standards including such 
aoecualiticationsyretare Parelcrpanteratios™ records, etc: 

- determination of the appropriate methods of funding such 
as direct employment of counsellors, purchase of service 


or subsidy; 
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= PUeueMminaclonm On weiligibidaty criteria’: 

- liaison with related systems and jurisdictions (e.g. 
Health’ and Corrections) in respect of their’ impact, 
Opportunities: for Joint ventures, staff sharing, etc.; 

= liaison andpconsultation with protessional and agency 
Provincial umbrella associations in respect of policy 
and program interpretation and modification where 
appropriate and requested by the Deputy Minister; 

- liaising and consulting with other designers as to 
program impacts, suggestions of alternatives or shared 
programs. 


- assisting in the development of evaluative criteria. 


Social Resources for Development 


Design responsibilities for programs for special 
cultural groups, leisure activities and for volunteers are 
ateassor concern for this wnie. ~ Of partieularm amnportance 
Ps this unwe Ss responsibility to develop the: Ministry “cs 
GCapaba lity for social planning. » Due to’ ther increasing 
importance of developmental programs, this unit will have 
a mayor. Contribution to make to planning and design projects 


Otieine Ministry. 


General Terms of Reference 


- develop methods that will promote activities towards 
Satistying the objectives; 

- assist the policy development area in the establishing 
Onc beat policy statements. £er cultural, (reecreaticnar 
and citizenship initiatives; 

*-— cooperate with other Ontario Government bodies and 
ministries in avoiding duplication and overlap as well 
as bridging gaps and seizing on opportunities for joint 


ventures; 
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- liaising with provincial umbrella associations as 
appropriate and as requested by the Deputy Minister; 

- determination of the means of support by way of subsidy, 
grants, provision of equipment or facility and of the 
standards and procedures in this respect; 

- determine ways to encourage the use of and participation 
in community facilities and opportunities; 

- develop other supportive measures such as workshops, 
Gonterences,. clinics, .exnibite, brochures, pamphlets, 
manuals, rule books, project specifications, sample 
statements of objects or organization constitution; 

- consultation with and support of Ministry staff engaged 
in program delivery at the request of the program 
delivery staff; 

- assist in the development of and identification of 


indicators of adverse conditions at the community level. 
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POLICY DEVELOPMENT COMMITTEE: GENERAL DESCRIPTION 


General Terms of Reference 


- identification of issues to be addressed; 

- determine appropriate mechanisms for bringing forth data 
about issues and for developing and analysing issues, 
e.g. 

Eee UO LCs LOLum 

- green paper 

- representations for special populations 
- task forces 

- advisory groups 

- conferences 

- inter-ministerial dialogue 


- advertising and communications; 


- make judgements as to policy issue for: 
- policy interest of the Ministry 
- policy formulation by the Ministry 
- partnership - responsibility shared with private sector, 
other governments 


- referral to other areas of Ministry; 


- determine action required as in previous point with 
rationale stated; 

- establish priorities for policy development in upcoming 
year and communicate same to Ministry, policy field, 
other ministries, the public; 

- responsible for seeing that adequate policy analysis is 
Carried Our; 

- determine priority of issues; 

- provide continuous review of the full range of issues 
tevated to the Ministry; 

- consolidate information and views on internally developed 


COn CCHS 7; 
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- make recommendations and reports to Minister; 
- establish and maintain an image in keeping with Ministry 


goal and objectives. 
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POLICY COORDINATING GROUP: GENERAL DESCRIPTION 


General Terms of Reference 


- serve as secretariat to policy development committee, 
(leader of group serves as secretary of policy development 
committee) ; 

- gather and exchange information available about possible 
policy concerns and interests; 

- package data for consideration by policy development 
committee; 

= provide support for ad hoc policy groups; 

- be available to policy field and other ministries; 

- prepare formal policy statements using appropriate format; 

=" Maintain Constant contact wrth other ministries, 
Jurisdictions and appropriate agencies “in private 
sector; 

- inform policy development committee of emerging issues; 

- organize and oversee policy analysis and development 
work required by policy development committee; 


- reports to Deputy Minister. 
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